Abstract
Background to the study
The intense competitiveness amongst organizations the world over has made organizational productivity an essential tool for continuous survival and wellbeing. For an organization to survive and for it to chalk successes, it needs a workforce that has the capability of achieving at all times. Employee performance must be of prime concern of every organization that wishes to succeed and many organizations have identified training of its employees as one of the strategies for ensuring the needed improved employee performance. China Gorman (CEO at Great Places to Work) says that, "as companies grow and the war for talents intensifies, it has become increasingly important that training and development programs are not only competitive but are supporting the organization on its defined strategic path". Organizations are therefore seeking to develop strategic training and development policies all aimed at improving the competencies of employees for the effective performance of job functions (Noe 2005) . Bernadin (2003) and Harris (2000) describe training as formal attempts at correcting identified flaws in job performance competencies of the employee. Beer, Finnstrom, Schrader, (2016) say in their article "Why Leadership Training Fails and What to do about it" that American companies spend huge amounts of funds on the training and education of their employees. They cite approximate amount of money spent on employee training and education for the year 2015 alone as 160 billion dollars for America alone and about 356 billion dollars for the entire world. This notwithstanding, organizations continue to grapple with employee performance challenges. Beer, Finnstrom, Schrader (2016) affirm that organizations are not getting the expected results on their investment in employee education and training. Many have researched on why training has not brought in the expected results of improved performance of the employee. Writers such as Fleming (2016) , Latham (2013) and Tschol (2014) have published articles on why training fails. They all cite factors such as irrelevancy of training to the needs of trainees, ill prepared and inexperienced trainers, poorly developed training programs, stupid and irrelevant games during training, large training groups which make group discussions and the assurance of individual participation ineffective and also complicated and/or insufficient training materials. Fleming (2016) however raises amongst his perceived list of reasons why training programs fail, a core problem that most organisations must devote their attention to; the failure of reinforcement of taught competencies. Behavioural change are the most difficult to achieve and training the employee for improved skills, attitudes and competencies is just that. What should organizations do to ensure the desired change after training? Planned personal coaching and support are very much necessary. Fleming (2016) recommends "a strong framework of goal setting and a two-way feedback, if not 360 feedback". For skills development to succeed, according to him, "coaching of a different kind" is necessary. There should be a lot of demonstration and practice in an environment where learners are encouraged to practice without fear of making mistakes and being reprimanded. Employees should be given that opportunity to learn from their mistakes with the encouragement of learning from these mistakes. Immediately after training, the employee must be placed in the situation where he or she can practice what he or she has learnt under guidance. Fleming (2016) sees this as the work of managers who themselves must be trained to play this role effectively. Our attention is drawn to performance appraisal, a useful management tool. If organizations are spending so much on training, they must see ultimate results in the form of improved productivity. If this is not happening, Fleming (2016) is saying that a strong and well planned appraisal system should be put in place, to foster the expected results.
Statement of the problem
Organizational efficiency and effectiveness have everything to do with the quality of its human resource. The enhancement of the capabilities and performance of the employees should be of prime importance to any organization which seeks to succeed in its operations. It is to this effect that most organizations commit funds in their annual budgets for employee training. The expectation is that training would bring the needed improvement in the job performance of employees. However, training without the expected transfer of acquired competencies into job performance is a problem most organizations are faced with. Even though many researchers have come out with various solutions to the problem, this challenge is found to persist in most organizations.
Purpose of the study
This study seeks to place emphasis on the role of employee performance appraisal in the performance development of the employee. The researcher believes that the active involvement of the employee from the beginning of the process of identifying his or her training needs to the final stage of providing continuous post-training mentoring, monitoring and evaluation of the performance of the employee will afford the employee who may not have fully understood and mastered the competencies he or she had been taught during the usually limited training period, the opportunity to learn over an extended period of time through guided practice.
Research questions
The research sought answers to the following questions
1. To what extent are employees involved in identifying their training needs? 2. Is the employee involved in the decision on when to go on training?
3. What factors account for the inability of the trainee to integrate and transfer competencies they learn into their job functions? 4. Would post-training mentoring, monitoring and evaluation and follow-up training help the employee master newly learnt competencies such that they can transfer them (newly acquired competencies) into the performance of their jobs?
Significance of the study
Most organizations are devoting a lot of money and valuable working hours to ensure the improvement of their work force. Expected results are not seen primarily because most employees who undergo training are unable to integrate and transfer competencies they learn into practice at their job places. Researchers have proposed as solution, needs assessment of employees before they are nominated for training, teaching methods and job performance evaluation after training. This study goes further to encourage organizations to lay more emphasis on the full involvement of the employee inidentifying and appreciating his or her training needs, identifying appropriate training for him or her and deciding on when he or she should go on training. It is the researcher's belief that employees would be more committed to learning and integrating what they are taught if they appreciate the short-comings in their competencies; they would be more open to fully participating in strategies to help them overcome their inadequacies and improve on their performance. More importantly, the study seeks to emphasise the need for employees who are unable to perform as required after going through training to be guided through coaching and mentoring over an extended period to enable them perform as expected.
Review of related literature
Employee performance and organizational productivity. Employees are the backbone of every organisation. Whether or not the organization achieves its strategic corporate objectives, depends largely on the skills and knowledge and the willingness of its employees to perform. Organizations adopt various strategies to compete for survival and supremacy over its competitors. According to Beard well et al (1997), due to these competitive pressures, organizations are continually looking to increase the added value of their employees by encouraging them to increase their effort and performance. In other words, organizational efficiency and effectiveness largely rest on the quality of its workforce, that is, its human resource. Mayhew (1967) also affirms that the success of every organization or business rests on its employees' performance at their given functions. She says without mincing words that poor job performance of employees is detrimental to the company's success. This explains why organizations all over the world are doing all they can to ensure their employees attain maximum performance level and are very efficient and effective in their job output. Issues that relate to the enhancement of the capabilities and performance of the employee should therefore be of concern to the organization, and it is simply because on these rest the efficiency and effectiveness of the organization. As Puckett (2015) puts it, 'a talented and skilled workforce is the lifeblood of every organization and as the war for talent escalates, companies are quickly learning the importance of having the right people' with the right skills, attitudes and competencies to sustain the organization, ensure it remains in business and is indeed successful. A successful organization is one that achieves acceptable levels of productivity through the attainment of its mission or goals through the successful achievement of its strategic corporate objectives. Employee performance is so important to organizational success that Puckett (2015) mentions among the top three challenges she thinks organizations currently face 'the need to revamp and improve employee learning'. Sullivan (2011) agrees to this assertion. Based on his over thirty years of observational research into the success behind high performing businesses, he identifies twenty-two factors of a high performance business. The first among these is what he describes as 'high-performing and innovative employees'. He simply concludes that they are the very foundation, the very rock on which productivity lies. The question we should be asking ourselves is how do organizations ensure their employees are performing? Is training the key?
Why train the employee? Can businesses do without employee training? The cost would be dire indeed; the organization would have employees who are inefficient, without confidence and unhappy; organizational productivity would be low, time and money would be lost due to mistakes and the organization would eventually lose its customers (Benton, 2014) . Benton (2014) begins his article with a very illustrative question; he asks -if you were to choose between two different pilots to fly you and your family over the Atlantic Ocean, for example, which one would you choose, the trained pilot or the untrained one? Assume that you do not pay anything at all for the untrained to fly you, would you choose the untrained pilot? If you value your life and that of your family, you would definitely choose the trained pilot. It therefore goes to say, that businesses that value effectiveness and efficiency to achieve maximum performance and productivity, must seek training for their employees. Frost (2007) sees employee training as a vital opportunity for businesses to expand the knowledge base of their employees. She however laments that many employers find this opportunity expensive and a waste of precious working time and so they disregard it. She insists that despite the potential inconveniences and costs associated with the training and development of the employee, both the company and the employee would enjoy benefits which make the cost and associated inconveniences that training the employee bring a worthwhile investment. Enablingchange.co.uk (2013) says training is the best way of expanding the knowledge base of employees, even though most organizations find it expensive and time wasting. Well planned training and development programs are effective in providing businesses and their employees with 'benefits that would make investing worthwhile' (enablingchange.co.uk, 2013). Well planned training ensures return on investment (ROI).
Why training fails
It is reported that in the year 2000, the Association of Talent Development conducted a study which reported that 95% of training programs attained a level where trainees said they liked the training; however only 37% of training programs saw trainees admit they learned the material. An abysmal 13% of training programs reached the level of participants saying they were able to apply what they have learnt at the workplace and only 3% of training programs actually had an impact on organizations (Fleming, 2016 ). Bacal and Associates (2015) also say that even organizations which believe in committing funds to train the employee, experience loss of investment returns on funds and time spent on training employees. This assertion is further confirmed by Beer, Finnstrom and Schrader (2016) who say that organizations have become victims of the 'great training robbery'. They explain that even though American companies spend billions of dollars on training, they are not seeing the expected results. Companies are not seeing better performance primarily because employees who receive training quickly revert to the old ways of going about their duties. Latham (2013) explains that it is difficult to achieve positive results, if one does not even know what one is supposed to do. Not determining if training is the best method to achieve the desired changes is a sure way to miss the benefits of training (Sinha, 2007) . Many other reasons have been advanced to explain why training fails. The lack of proper identification and specification of learning objectives and outcomes, trainees not actively involved in the development of the learning program and the lack of commitment of management by providing continued support (Sinha, 2007) . John Tschol (2014) mentions boring training, large groups of trainees, complicated training materials and irrelevant information. Spitzer (1984) thinks that viewing training as education and also as a fringe benefit are some of the reasons why training fails. However, Fleming (2016) identifies three simple reasons for the failure of training; poor training development, poor or no trainer training and lastly failure to reinforce for the desired change.
The mediating role of employee performance appraisal One of the most important tools management of businesses use to assess the performance of their workforce is performance appraisal. Mote (2010) describes performance appraisal as the process by which organizations evaluate employee performance based on pre-set standards. Archer and Associates say performance appraisal offers the valuable opportunity of focusing on work activities, goals and objectives, identifying and correcting of existing problems and encouraging better future performance. The impact of successfully appraising the performance of every individual employee of the organization reflects in the enhancement of the performance of the organizations as a whole. Mote (2010) says that if appraisal is done correctly, employees are led to improve upon their job performance, appropriate goals are set for employees and managers learn how to assess their subordinates' effectiveness such that they can take appropriate actions related to training, compensation, promotion, job design transfers etc. It therefore goes without saying that employee appraisal does have a vital role to play in guiding the performance of the employee. The manager who regularly appraises or assesses his subordinates against set goals, works with them to unearth existing shortfalls or gaps in their performance and together they agree on how these problems can be solved. Training is one of the remedies to such identified shortfalls in performance. And it is expected that employees would transfer what he learns into his job performance. Frieson et al (2009) lists the first barrier to the transfer of training as the lack of continuous support and reinforcement on the job. Also listed are the trainees, perception of the impractical training and also it irrelevancy. These key barriers are overcome with successful employee appraisal at the work place.
Methodology
This research adopted the descriptive survey design. The target population was employees who had attended training in the last 24 months from 5 institutions in the Ada West district of the Greater Accra Region of Ghana. The purposive sampling method was used to select a total58 employees. These comprised employees at three pre-determined levels for the study: senior management (Heads of the institutions and heads of departments), middle level officers (secretaries to heads, front desk officers and other middle level officers), junior officers (drivers, cleaners, office assistants). A questionnaire was used as the sole instrument for data collection. 52 completed questionnaire were used for the analysis. 
Results and discussion
Descriptive statistics were used to analyse data. The data that was collected was grouped under the four main objectives of the study and these were: the extent of employees' involvement in the kind of training he should attend and when he or she should go on training; and finally whether they think the organization is doing enough to help them effectively transfer taught competencies into effective practice for the achievement of the expected improvement in the work roles. A close study of responses to whether or not employees are involved in deciding on which training they attend indicate that more than 50% of the respondents said they are hardly consulted when it comes to taking that crucial decision of sending them for training. One of the reasons why training fails to achieve the desired effect of transforming the work behaviour of the trainee is the lack of appreciation of his or her the need to change and his or her subsequent willingness to receive training for the needed change. If the trainee is not consulted and is ordered to go on training, he is likely to return from training without having learnt anything at all. Involving the trainee in planning for his training ensures his commitment. From table 3, it is clear that 44% of respondents say they are not as fully involved in deciding when they must go on training. While 28.8% say they are not consulted at all, 15.4% say they are hardly consulted. Many working adults would usually plan their work activities ahead. Planning for them to go on training must necessarily involve them so that they can make adequate time for training. An impromptu training may more or less find the trainee either being late for training sessions or leaving early because they have other commitments. Involving prospective trainees in planning when they should go on training is a good way of making them fully commit to attending the training without distractions. Table 4 shows that respondents see the need for support after the attend training to ensure they fully master the competencies for improved performance. Also prominent are the need for follow-up programs, the need for their immediate supervisors to exercise their expected duty of mentoring and coaching them. All these can be achieved if organisations put in place proper employee appraisal systems. Table 5 indicates that approximately 94% of the respondents agreed that post-training coaching and mentoring is needed to ensure effective transfer of training. Their assertion confirms Friesen et al (2009) claim that transfer of training is not effective primarily due to lack of support systems to manage the transfer process. Management who want to see returns on the investment on training must ensure that structures are put in place to ensure the continuous and active use of skills and attitudes employees learn at training.
Conclusion
The study sought to find out reasons behind the seemingly inability of some employees to transfer competencies they acquire from training into their job performance and explored the role proper employee appraisal systems can play in ensuring that transfer of training is effective and the organization benefits from its investment on employee training. Results of the study have proved the importance of performance appraisal in ensuring the continued performance development of the employee by fully involving the employee in the identification of performance gaps, identification of appropriate training programs to address the gaps and the provision of follow-up support to ensure the effective transfer of training into practice.
Recommendations
1. The immediate manager and the entire members of the department of the trainee must be fully supportive of his training 2. Conscious efforts must be made to create opportunities for the trainee to practice the learned skill on the job. Work systems and processes must afford the trainee the opportunity to use the skill. In addition, efforts must be made to provide the necessary resources needed for the use of the skill. 3. Enough time must be devoted to the practice of the skill 4. Management must ensure that the trainee is retained at the job where he would practice the skill 5. Since old habits are difficult to change, planned efforts must be made to guide the transfer of habit. 6. A fair reward system must be instituted to support the successful mastery and demonstration of the use of the new skill.
